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MEMORANDUM FOR COMMISSIONERS : ~

FROM: Robert D. Murphy, Chairman

SUBJECT: Intelligence and White House

Tn view of our continued discussions concerning
the Commission's positions on the intelligsnce section
of our report, it became apparent at the close of ocux
meeting yesterday that we would have to meet naxt week
if we are to have a draft of the final report ready
for consideration during the meeting now scheduled for
June 9 and 10. Accordingly, I am asking you to mark.
down Tuesday, June 3, for a one-day meeting to begin
at 9:30 a.m. in Room EF-100, Capitol Building. The
Congressional members of the Commission will be returning -
from their Memcrial Day recess on that day, and T am
setting aside the entire day for final discussions on
(1) the intelligence report and (2} the Cormmission's
position on White House organization. . '

These subjects have already consumed a large amount

of the Commission's time., They are, as you know,

interrelated to several other sections of the report and

final decisions on them are essential before we can _

proceed to organize the final dratft. 1
|
!
|

If you are .unable to attend the meeting on next
Tuesday, June 3, I must ask that you have someone at the
meeting who would bhe in a position to relate your views
to the other Commissicners. It would be most helpful
if these‘views could be expressad in response to the
specific question in the enclosed memoranda.

Enclosures
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Intellicence Issues Requiring Commission Decision

I: A Director of National Intelligence (DNI)

Does the Commission support the recommendation for a new

-

official assigned to perform the Community-wide leadershio _
role which, until now, has been one of the two_aésignments
given the DCI? . :
If so, should the DéI:

have cabiﬁet rank? be in the Cabinet?

be physically located in préximity to the White House?

be confirmed by the Senate?

be drawn fromVOutside the intelligence.community?

“have d?rect control over the IC staff?

have direct control over the NIE staff?

be a member of the NSC?

chair the NSCIC?

brief the NSC?

determine (with advice of others) intelligence priorities
for the community?

3

prepare a community - wide budget consistent with those
priorities?

be titled otherwise: Director of National Estimates, or
Director of Intelligence Evaluation, or

Assistant to the President for
Intelligence Review? '

If the Commission does not support the creation of such
an official, what changes, if any, does it prcpose in the role

or authority of . the DCI? | .
Approved For Release 2002/11/14 : CIA- RDP80M01133A000900140005 0




—_
" Approved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0
The CIA
Does the Commission wish to propose:
Maintenance of the CIA as is?
ﬁaintenance of the CIA as is, but with a different name?
Division of the CIA into two agencies; one for clandestine

and "overhead" functions, another for analysis and the

production of reports?

Division of the CIA into two agencies, one for clandestine

activities, another for "overhead" plus' analysis and -
production of reports?
Division of the CIA.into two agencies, one for covert
action, another for cther clandestine gollection;plus
Qverhead, analysls and production?

. Removal of paramilitary responsibilities from the CIA
and lodging them in DOD?
Removal of paramilitary responsibilities from the CIA,
without specification of where they go?

3. No reference to paramilitary?

ITII; Defense Intelligence

Y

Does the Cpmmission wish to propose:
A, 1. Abolition of DIA?
Strengthening of DIA (how?)?
No reference to DIA?
Creation of a Dire of Defense Intelligence with
line respon Jullltj° e

Maintenance of an Assistant Secretary of Defense for

Intelligence, staff P I R :
Approved Edence, yis c’fi‘fC|A§§Bi98’6ivro]1ki%%mfo‘6300140005-0
No reference to ’
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IT. B. 2. ALTERNATIVE

Maintenance of CIA as is except that clandestine
services (clandestine collection and covert action)

are separated and put in a semi-autonomous agency

under the Director of CIA (comparable to ACDA/State).

-
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MEMORANDUM

SUBJECT: White House Organization: Key Issues

The enclosed memoranda focus on the central issues
the Commission must address in respect of the White
House organization:

A... Organizing State Department and White House

" 7 Memorandum of May 8, setting forth the criteria
and the alternative structures. '

Notes on Commission Discussion of (A),
May 12, 1875

Summary List of Alternative Patterns

Enclosures

-
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A second major theme of the Commission's proneOdlnv has
been that, increasingly, the distinction between '"foreic gn"
and "domestic" problens is eroding; it may be more uselul in
the future to think simpiy of "OOl¢Cj i
if they are important, will have both reign and domestic
1mplicatlono. Energy, inflation, the ocmans, the
drug prcblem are a1’, in daifflerent nples of such
iss uﬂs. Accordingly, a sescond crlte ht be that the
system should rcller the growing in i foreign and
domestic. concerns. '

A third criteria, consistent with the philosophy that the
authority and responsibilities of the Cabinet departments
should not be undermined, is that the White House structure
lend itself to Uerlormﬁnwe of staff rather than line or command
functions.

. A fourth important cha
structure might be the degr
than disperses staff respon

teristic of the White House
to which it concentrates rather
ility Jth below the P"e31qenb.
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And a final criterion might be te‘:*;m'nefq
the degree to which the prcposed structur
and cumbersome or relati vely simple and ef

There are clearly other
WVhite House decision structure. Amons
to devote attention to longer range i

-
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an ove O dLaentiflly early thoso
is o ntion; the capacity to
in Loal action are presented in
a ord ntial consideration;
ab IO o policy and to eva
re d oa nounderlies all the
ot ne stal’l associated withn
th re. though : nt, these characteristics
do use 56351ng the comparative
meri he ¢cs; they are characteristics
whi e b e structures in greater
or egr v

Llterrative Structures. 1 e bresents a simpls
matrix in which seven passig 38 ational patterns zre
measured against_these vario iteria The seven fall into
three categories. Two of th en are what might be callegd
"three-part systems." That 1s, they organize separately for
national security ald foreign policy concerns; for foreign
economic policymaking, and for domesiic pclicy. These are
(1) the Current vabew,utilizing an NSC, a CIEP (or eqguivalent),
and Domestic Council; and (2) the alternative labeled lSC
Expanded A, which reprasents the current system amandéﬁﬁby
making the Secretary of the Treasury a2 statutory member of
the_nSC.

L]

The second category embraces three {two-part systems,
that is systems in which foreign economic policy is subsum=d
under a general fore ign policy decision structure, with only
the domestic decision-— -making remaining. dubonowous. The first
of the two-part systems, called NSC Eupanded B, is identical
to A except that here the prlncipﬂl stall assistant to ths
President for foreign econ onic policy is a deputy to the
Naticnal Security Advisor, and consequently brings foreign
economic policymaking under the National Security machinery.
The second twe-part structure, called Vice Preside nt, Foreign
Affairs, is the system advocated oy Milton r~ise“1no'..rer it
established two constitutional Vice Presidents, one to
integrate foreign rolicymaking on behalfl of the Premldent,
the other similarly responsible for domestic issues. The third
two-part system is entitled Firsc Scecretary and Jz«oi‘es the
creation of a new senior official superior in authority to the
Secretaries of State, Defense and Treasury and subject to
Senate confirmation, bhut having no constitutional status,
whose task similarly would be to develop coordinated p ©3i-~
dential policies to be administered by the Cgbirc* depariments.

The final category of systems can be described as "unitary.™
Responding to the growing merger of foreign and domestic issues,
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structur
£, would
clicy cou
¢ that ¢ te

b Dirnet © > this forw 1ld ol
a Cabinet stafl integrating N8C, CIEP, u”h Uo 23tic Council
taffs into 2 single enti ¥y directed by a Cabinet Se retary.
The second version of a unitary system is dr wn from the -
article by General Taylor sent to members earlic ' this week
at the Chairman's iircetion; this is the "National Policy
Council," a single Council with Jurisdiction over all major.
HZFL‘hﬂl policy issues, composed of the President, Vice
President, and Secretaries of State, Defense, Treasury, HEY
and an Economic reprecentative. The HPC cen be *nou““r of
as an executive committees of the Cabinet, a device which, in
effect, designates five members of the Catinet as Super
Secretarieq. It, too, would be served by a single staff.

These various structures are cowpared against the
criteria discussed ab ove in Table 3.

Caveats. Two points shculd be made about t“v choice of
structures. The first is that providing for integration of
policy at the presidential level can obvi ously he done in a
variety of ways. None ol the possibilities are fully satis-
factory, and probably nons of them are completely unworkable.
Moreover, it is exactly at the level of*the President that
formal patterns of organization matter least. Presidents
create whatever systems they like, and use them in ways which
may or may not accord with their formal descriptions. As
Dean Rusk .ias remarked, the structure of the government at
the top is not what one sees on the charts but "how confidence

flows down from the President.” The Commission, thorﬂ?ore,
might pre*e” in its Report not to make a singcle recommendation
about White House structure but rather to identify two or
three most atpr ctive alternatives, to identify the strengths
and weaknesses of each, and to indicate heuw the weaknesses of
any system chosen might (and should) be offset. (It has

been suggested, for example, that the tendency of key staff
bersons close to the President to lose their 1°utla}1tj and
to becoms powerful policy zdvisors in their owm right, is so

stﬂorg that all such positions should be limited to a tvio-

The second caveat concerning decisions about structur
is that after thcy are made zt the level of generality dis-
Cusse’ here, the.-subjeoct is far from exhausted. Further
decisions of great importance remain. Three such decisions
are: (1) whether the locus of initiative in the system should
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operation ci t ticnal Security Counci éarlv years
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interests of predictability and wide 31t1c1p'bion in decisio
the Tormal structure with its CQﬂnittees and subcommitiees of
Tixed membershipnp should be used to the utmost, or whether, in
the name of flexivility and cfficiency, ad hoc Uroups or Eey
decision-makers should often be convened formally to provid
nore focused discussion and more timely 63015¢G:u.
L]
s
N

-

Approved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0




Approved For'Release 2002/11/14 : CIA-RDP8OMO011 33A000900149005-0

.
.

FETITLITT]

STATE
(s)

SECRETARY ©

ARMS CONTUOL

X 5 .
MAMIET AGINCY® DLPUTY SICREIARY OF §1a1f
~ !

H

€2A)

AGINCY FOR
INIRHATIONAL
VEVLLOPminT

{AD}

Y PR TP TR

NOER MCNARY UNDLE SICKETARY
rea

POUTICAL ArTalRy

[l COvnstLGR
SCCURITY ALSISTANCE

s

RO TR

UNUER SICRETARY

for
[CONOMIC Afratas
{Q

et eed

oleury
UNDId $ECRETARY
FOR MANAGIMENT

e

- S
HACIOR Gintkag

OkiCIOR Gip

P Sukiaksin :
CONGRELIANAL

L ot AT 0 WVl MR
POUCT 2LANNNG
starr

fass
L2

AUANONS

GAL aDYILR ALATONS

0]

[t

INSILCTOR GiNiRaL
FORUGN ASSISTANCY TORLGN sTRVICE

(Y] 18416}

J PROTOLOL
:u/s’;J 154Ckey

o et R B DL B L
1$/rHY, ‘

N s 4 " s

MERAR ot v

MCukiry

TN
ALD va
KELanin b

LCariomg
ALl
LUty

AHAIRS

CELURAL
LR AlRATR
i0EY) .

Aviated

[

PUBLIS

WTCO MILIEARY
AFTAIKRL

Aidais
(P}

AND
CONYULAR

AFFAIRY
($Caj . N

ADMINISIRADO
1Al

TOKGGH Stav i }
i SN |

T

FLELH 3 R IGH
NGkl

S e AN el
' LAST ASiAN
AnD
PACIIC

AT RIRS

LROrEAN i
AjFaws
FwRy

o AERICAN
Arfiis

N{aR (AstieN

MR- AMERICAN
Aff LS

(ARA}

S0UTH AStAN
AlFAL
TARS ical

HIIRNATIONAL
QRGAMTATION
AbFhidy

(i)

VAT OGNS

GlrL e M ar ¢ MIS§S 10 NS [

<] ENTERNATION AL

OROGANILATIO NS

9 gircaly 10 Iy Lecrntary ang weoving 63 panciael odvirer

A lvpurats S4unaty with the urettor 1yportin
10 thy bewsiory and fiie Frabdunt 00 Ay Contiai and Drpurmomnt

Approved For Release 2

"0'02l1 1/14 : CIA-RDP80M01133A0009001 40005-9

OiCimbid Iury




Approved For Release 2002/11/14 : CIA-RDP8OM01133A000900140005-0
TABLE 2: DEPAP;MNT OF STATE AS EV.ERCI&G IN Cbl‘iMISSION DELIBERATIONS

ABASSADORS ’ : |
AT LARGE | )

. -
| COUNSELOR '

L CONGRESSIONAL

| LEGAL i

| PROTQCOL
clsme ]

DEPUTY SECRLTARY OF STATE '

& .

[eoLcy |
| PLANNING

S s S I

UNDER SEC UNDER SEC UNDER SEC; - -

. . . | pourTrcaL! ; |  MANAGEMENT ECONOUICS |

Acpa (N 7 AND T ' IS RS <
] SECURITY ¢ : SCIENCE

-

'
i
|

|
i
l
|
!

; Y 1
$OLITICO ! : - INT FOOD & 1 TRANSP. &
MILITARY | ! : F | ENERGY POR__| |_COMMUNICATION!
AFTAIRS |

| 1 T

. R e e s e ..i v ‘o -
["EUroPEAN | [ EasT Aszan ﬁ NEAR EASTERN INTERNATIONAL |
| AFFAIRS | AND o | AND ORGANTZATIONS |
. PACIFIC i_'SO :__A'SMIA};“AF‘F ' . (or W) o
. AFFAIRS .

rDIPLOE'IA’I‘IC MISSIONS AND DELEGATIONS TO INTERNATIONAL ORGANIZATIONS ‘

-~

Approv‘e.d For Release 2002/11/14 : CIA-RDP80M011 33A000900140005-0




Approved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0 °
‘ TABLE 2 L :

CRITERTIA

| ; ﬁu{quxs Rotlects CLimlts WLH. Degree of
i ! Qreuucn of ' Imteraction Stafll to Concentration |
! " e o o P . - Iyl ' > E H
} _ &oz?ign - -} of Foreign Starff oI Power helow
t « ¢ Policy and Domestic unctions Precgident 3
IR !
e w H : i
{3-Zars Systems) !
; > “l et b e i e e e eee e e eess 1n e D e e
i 1 Current Svst -:n,vl9 L
(i Current Sysvem; low i fair
i 2{ T SRy S ™ Bt s i e e St on e ““;’ TR e e T
<. NS&G Exvanded A? loy ! Tair
!
i
¥
§ R AILAY L gopoorly. kG yes. | moderate !  fair
}} well . - . T
| .
i fairly
H q ' .~
f! """"" : __no high 2NeTels
i e e 1 e i 4 1 et B e e oo e R — e

e
well yes - § high

RN

good

yes = . high

RIS )

U SN SULSUUS USRI SO

]

pproved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0




- Approved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0

After consi

Howse councils
including the
approach und

anéd describe more full} two or three alternatives in thc dra

text of tie Report. Although no votes were taken; the thrust

of the discussiOn appeared to be that the most eppropriate models
for further development were one three-part system (NSC Expandad
A), one two-part'system (NSC Expanded B), and one unitary system |
- (eilther Cabinet-or National Policy Council). The view was ex-
‘pressed that since no commission could hope to control an issue

- so perscnal to a Pte51dent as the organlzatlon of the White
.House itself, the CGommission might not choose among these alter-
natives, but éimply discuss the prosvénd cons of each, indicating
also how the weak points of any one,chésen might be offset,.

5. The Commission must deal explicitly with the "two hatted"

arrangement, whereby bhe positions of Secretary of State and
Assistant to the President for National Security Affairs are ﬁeld
by one person, taking a position either pro or con, ot at a
mlnlmum.exp1101tly stating this as a matter for Pre51oent1al
choice. There was support on both sides of the question of the
desirability of the "two hatted™” arrangement; the foll Commission_
will need to address this further. In the view of most of those
participating inAthe discussion, the issue turné on whether the
admittedly quite different requirements of the two positions are
sufficiently cortradlototy or sufficiently demanding to rnake

preterable for them to be held by two differént individuals,
' Approved For Release 2002/11/14 : CIA-RDP80M01133A000900140005-0
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5/28/75

Summary List
Alternative Patterns of White House Organization

Three-part System

1. (Current) NSC, CIEP (or eguivalent) and Domestic
Council.

2. Same with Treasury on NSC.

Two-part System

1. NSC and Domestic Council
Economic Adviser Part on NSC staff

2. Vice President Foriegn Affairs and Vice Pre31dent
Domestic hqulrS :

3. First Secretary
(Over State, Defense and Treasury)
and Domestic Council

One-part System

1. Cabinet
(with Cabinet staff combining present NSC,
Domestic Council and CIEP staffs) '

2. National Policy Council
(President, Secretaries of State, Defense,
Treasury, HEW and Economic Representative)
(Executive Committee of Cabinet)
(Single, combined staff)
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